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EXECUTIVE SUMMARY

The Department of Veterans Affairs (VA) is undergoing a transformation to improve its support to our
Veterans in the 21st century. To achieve VA transformation objectives, the supporting information
environment must move from a disparate environment of stove-piped systems to a unified environment
of integrated, interoperable business processes and technical services. Integration of the VA information
is necessary to provide Veterans with high quality, efficiently delivered services that they have earned
throughout the remainder of their experiences.

An Enterprise Architecture (EA) exists today as a loosely related set of information and functionality
operating within Administration-specific architectures. Each is designed to provide quality service for
specific portions of VA, but not strongly aligned when a Veteran’s interests cross organizational or
functional boundaries. Although substantial EA work has been accomplished to date, the VA needs, but
does not yet have an enterprise architecture that effects an integrated information environment. This
enterprise architecture will be used to provide the requisite information to guide future transformation
activities. The OneVA EA is envisioned to become that integrated environment.

Per the Common Approach to Federal Enterprise Architecture (CAF), the outcomes/goals supported by
effective use of an EA are: Improved Service Delivery, Functional Integration, Resource Optimization and
Authoritative Reference. VA has recognized the four outcomes proposed by the CAF as consistent with
meeting VA transformation objectives and adopted them to evolve the OneVA EA. VA understands that
the key to achieving these outcomes is to have the right information available, accessible, visible and
understandable to the appropriate decision-makers. Therefore, VA has adopted a question-based, data-
driven approach to focus its efforts for developing the OneVA EA.

This question-based, data-driven approach requires fundamental changes in the way the VA plans,
governs, develops and implements enterprise architecture. To address this fundamental change, VA will
treat the OneVA EA as a program and evolve it as such. This entails addressing the OneVA EA program in
eight areas; Governance, Principles, Method, Tools, Standards, Use, Reporting and Audit.

At the heart of this change is the stakeholder. Collaborative engagement of stakeholders is required to
define an effective OneVA EA and transition to its useful application. Stakeholders will be involved
throughout the lifecycle of the architecture; participating in the governance process, applying its
principles, and supplying requirements that drive content development. Through strategic planning,
investment management, and solution design processes, stakeholders will use the OneVA EA content to
inform the decisions that will enable the VA to achieve its integrated objectives.

A clear, accepted, and shared strategy for the OneVA EA will allow VA Staff Offices and Administration
efforts to be planned and implemented in a more coordinated and integrated fashion. When addressed
in totality, the major sections of this document provide a complete picture of the Vision and Mission,
Strategic Goals, and steps VA will take to create the authoritative information asset base known as the
OneVA EA.



1 INTRODUCTION

The VA is a large organization with a diverse and complex mission, providing healthcare, disability
benefits, pensions, home loans, life insurance, and educational assistance to our nation's Veterans. It
also runs the nation’s largest cemetery system and operates corporate services and capabilities.

Currently, the VA aggregates the services and
capabilities of the Staff Offices with the three Veterans
Administrations: Veterans Health Administration
(VHA); Veterans Benefits Administration (VBA); and
National Cemeteries Administration (NCA). This
provides a holistic vision of the VA necessary to
achieve the integrated objectives of the Department.

The VA has embarked on a transformation to improve
its support to our Veterans. To accomplish this
transformation?, the VA Secretary, Eric K. Shinseki, has
established three integrated objectives (refer to
sidebar).

Only a more efficient and better-integrated VA
enterprise can achieve these objectives. At the heart
of this transformational vision is an alignment of
strategic direction, operations, technology, and data
that is methodically designed, aggregated and
managed to deliver the right information to the right

VA’s Integrated Objectives

1. Make it easier for Veterans and their

families to receive the right benefits,
meeting their expectations for quality,
timeliness and responsiveness

2. Educate and empower Veterans and

their families through proactive
outreach and effective advocacy

3. Build our internal capacity to serve

Veterans, their families, our employees,
and other stakeholders efficiently and

effectively

Reference: Department of Veterans Affairs VA
Strategic Plan Refresh FY2011-2015

place, at the right time. Once this alignment is achieved, the VA can provide Veterans and their families
a consistent experience for accessing information and services.

Only an enterprise-wide architecture can provide an integrated view of strategic, business, and
technology domains across all lines of business, services, and systems — which is key to
optimizing mission capabilities and resource utilization. At present, there is no other
management best practice, other than EA, that can serve as a context for enterprise-wide

planning and decision making.

The VA is envisioning its OneVA Enterprise Architecture (EA) as the mechanism for creating and housing

the aggregation and alignment of its strategic, operational, and technology domains of information.
Figure 1, OneVA EA Content Scope provides a conceptual depiction of the breadth of information to be

made available via the OneVA EA.

! , These objectives are stated in the VA Strategic Plan Refresh fiscal year (FY) 2011-2015

2 Common Approach to Federal Enterprise Architecture, May 2, 2012




Figure 1, OneVA EA Content Scope
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The OneVA EA responds to several drivers that affect its content. These drivers can be grouped into
three categories: Transformational Needs, Legislative Mandates, and Policies and Directives.
Transformational needs are existing business areas VA has identified that require enterprise wide
changes in underlying strategy and processes. Legislative Mandates establish the statutory basis for
building and using the OneVA EA. Lastly, Policies and Directives provide guidance in several areas
ranging from EA frameworks to methods for assessing EA maturity. All of these drivers will be
continuously revisited during the evolution of the OneVA EA. Appendix C, Drivers of the OneVA EA, lists
several of the strategic plans, legislative mandates and policies that affect enterprise architecture within

VA.
1.1 Vision of the OneVA EA

The vision of the OneVA EA is to be the authoritative reference for the requisite strategic,
business and technology information used to make informed decisions for the Department of
Veteran Affairs (see Figure 2, Vision for OneVA EA). This vision will be achieved via an ongoing,
collaborative effort between the VA’s Staff Offices and Administrations supporting the delivery
of benefits and management of the Department. Together, these organizations document the
current and desired relationships among business processes and IT and plan the transition to
the desired state. They also develop business rules, development standards and decision-
making criteria that support the transition to the desired state.



Figure 2, Vision for OneVA EA
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1.2 Mission of the OneVA EA

The OneVA EA’s mission is to serve as a strategic planning and management tool that helps VA's
leadership chart the course for the Department’s transformation into a 21st century organization. The
OneVA EA products® are informed by and support the Department’s business and operational visions,
strategies and missions. It will provide information to the VA’s capital planning and investment control
processes to help guide the investment lifecycle to ensure alignment of technology with strategic
priorities. Using the OneVA EA in this manner also enables the VA to identify areas of redundancy and
duplication within business processes and systems thus providing invaluable support to portfolio
management.

1.3 Guiding Principles

The OneVA EA is guided by a set of six global principles that are designed to enable enterprise mindsets
and decisions and have been approved by the VA’s Enterprise Architecture Council (EAC). These
principles support the VA’s drive to adopt enterprise approaches in developing and delivering services
and capabilities to Veterans and VA employees and guide the development and use of EA. These
guiding principles are:

3 Products, in this context, are models, dashboards, reports and other formats in which VA enterprise information may be
stored, exported and presented to users of the OneVA EA.



e Mission Alignment. VA information, systems and processes shall be conceived, designed,
operated and managed to address the Veteran-centric mission needs of the Department.

o Data Visibility and Accessibility. VA Application, Service and Data Assets shall be visible,
accessible, available, understandable and trusted to all authorized users (including
unanticipated users).

o Data Interoperability. VA Information shall be made interoperable through data
standardization, including the identification, designation, and utilization of authoritative
sources.

e Infrastructure Interoperability. VA IT Infrastructure shall be made interoperable through
definition and enforcement of standards, interface profiles and implementation guidance.

e Information Security. VA shall provide a Secure Network and IT environment for collaborative
sharing of information assets (information, services, etc.) with Veterans, their families and other
partners, including (among others) Federal agencies, third party service providers, academia,
researchers and businesses.

e Enterprise Services. VA solutions shall utilize enterprise-wide standards, services and
approaches to deliver seamless capabilities to Veterans, facilitate IT consolidations through
reuse, and simplify the use of Veteran functions.

1.4 Purpose of the Vision and Strategy

The purpose of this document is to provide a description of the future direction of the OneVA EA". This
description comprises the supporting principles that guide and constrain development and use,
goals/outcomes that guide content and evolutionary elements for achieving the OneVA EA’s mission.

Stakeholders should use this document to gain an overall awareness of the high-level, enterprise-guiding
principles for the OneVA EA. It can also be used as the basis for developing specific implementation
activities to support the OneVA EA. This document is not intended to be a summary of detailed VA
directives in support of the OneVA EA.

* Other lower-level details describing the tactical operations for OneVA EA governance, configuration management and
measures/metrics to gauge effectiveness of the OneVA EA will be contained in other documents (e.g., Configuration
Management Document [CMD], Architecture Development Methodology [ADM], OneVA EA Style Guide)



2 STRATEGIC GOALS/PURPOSES

The Common Approach to Federal Enterprise Architecture (CAF 2.0) lists the following as the primary
outcomes enabled by developing and using EA: a) Service Delivery; b) Functional Integration; c)
Resource Optimization; and d) Authoritative Reference. VA has recognized the four outcomes proposed
by CAF as consistent with meeting VA transformation objectives and adopted them to evolve the OneVA
EA. This recognition and adoption enables the OneVA EA to serve as a value-added enabler of these
outcomes. VA understands that the key to achieving these outcomes is to have the right information
available, accessible, visible and understandable to the appropriate decision-makers. Therefore, VA has
adopted a question-based, data-driven approach to focus its efforts for developing the OneVA EA.

This approach is based on asking the right questions (i.e., the questions most relevant to VA business
and IT stakeholders for their specific use) and discerning the data required to answer the questions. This
data, in addition to the context gathered via the questions, represent the information that must be
captured within and visualized by the OneVA EA. Figure 3, Outcomes/Goals Supported by Use of the
OneVA EA, displays the strategic goals/outcomes to be supported by the OneVA EA and some of the
associated questions that must be answered to achieve the goals.

Figure 3, Outcomes/Goals Supported by Use of the OneVA EA

Goal 1. Improve Service Delivery ‘ Goal 2. Promote Functional Integration

= What are VA's mostcritical services to Veterans? Whatisthe IT landscape by businessarea?

= What are the gaps in our capabilitiesto deliver Veteran- +  What systems/services dowe have currently supporting a given
centric services? capability or process?

= HowdoesIT supportVA's business goals and performance +  What information is required by a given capability or process?
targets? +  Which processes can be automatedviatechnology-enabled

= What datais necessaryto supportthe major priority workflow?
decision processes? +  What are the candidate semrvices and processesthat can be

«  What are our transformation plans and options? implemented enterprise-wide?

= \What are the impacts of change? +  Howdo we achieve consistencyin design across systems?

* What businessareas are affected by information security +  Whatisthe common datathat mustbe shared enterprise-wide?
risks? In what format must my data beto be consumed bythe enterprise?

= What are IT's plansto mitigate risks? Forwhat information are there duplicative authoritative sources?
What are the common processesacross all linesof business?
What are the lines of accountability for processes/ systems/ services/

One VAEA data?

Goal 3. Facilitate Resource Optimization Goal 4. Serve as Authoritative Reference

= Within whatareas of the businessare we spending the *  What are the administrative, benefits administration and healthcare
maostIT dollars? delivery processes performed by VA?

= What are the VA's mostcritical systems and data assets? *  What are the systems supporting each capability or process, and

« Whatis our Total Costof Ownership by system?® where do they reside?

= What are the low-value investments/systemsftechnologies +  What are the authoritative data sources for each capability or process,
that should be sunset? andwhere do they reside?

= Where shouldwe focus on IT consolidation to minimize +  What enterprise systems/sernvices are available forreuse?
redundancy? +  What are the authoritative technologies and standards, andtheir

= Howshouldwe shiftour IT spending to optimize future corresponding life cycles?
acquisitions? +  Whatisthe common datataxonomy pertinentto VA?

= Howcan we promote reuseto achieve cost-savings and
cost-avoidance?

The four primary OneVA EA goals, the related activities, and key performance indicators are described in
more detail in the remainder of this section.

Goal 1. Support Improved Service Delivery

As mentioned in the introduction, the VA aggregates capabilities and services from the Administrations
and Staff Offices to provide benefits and services to our Veterans. Therefore, one of the goals of the



OneVA EA is to support VA’s efforts to improve delivery of these services to its Veteran customers. This
requires a coherent and consistent understanding of the VA programs and service performance as well
as agile planning and development processes.

The VA is moving to an IT shared services strategy that will result in a more secure, robust, reliable,
rapidly scalable, efficient and interoperable infrastructure to support seamless service delivery. The
OneVA EA will enable the VA to move to this shared environment through the identification of the
needed connectivity and computing capabilities that will allow all users to access, share, and act on
information required to accomplish the mission. In addition, the OneVA EA supports a shared services
strategy through identifying common, enterprise-wide standards for interfaces, networking, and IT
infrastructure, which provides greater flexibility and interoperability within VA.

Activities Value Added Outputs

e Establish the VA enterprise-wide services e Number of shared services identified and
registry. documented within the OneVA EA.

e Identify the authoritative data sources for the | ® A synchronized suite of (specified) enterprise
common data and document that shared services that are visible, accessible,
information within the OneVA EA. understandable, and trusted.

e |dentification of common data across VA and

o |dentify the VA’s most critical systems and ) .
the functions and processes that use it.

data sets and assess their vulnerabilities. If
needed, develop new capabilities for
resilience.

e Integrate opportunities for existing, new, and
joint (VA, DoD and other mission partners)
systems.

Goal 2. Support Functional Integration/Interoperability

VA programs, systems and services are some of the major mechanisms used to carry out the mission.
Interoperation of these mechanisms is paramount to the success of the VA. The OneVA EA must capture
both the context (strategic, business and technology) for the way they “fit within the enterprise” as well
as the requisite standards that enable interoperability.

Activities* Value Added Outputs
e Identify and document the processes that cross e Number of cross-Administration and
Agencies and Administrations in the OneVA EA. cross-Agency processes that have been

documented and standardized within
the OneVA EA.

e Number of common Agency and

e |dentify and document the relationship of the VA
systems to the cross-Agency and cross-Administration

processes.
Administration functions for which

e Establish a metadata registry to house and manage requisite data have been identified and
the data standards associated to the information that documented within the OneVA EA.




Activities* Value Added Outputs

must be shared across Agencies and Administrations.

* Note: Activities that support Goal 1 also contribute to the accomplishment of this Goal.

Goal 3. Facilitate Resource Optimization

With the current Federal Government trend of decreasing budgets and desired improvements in service
delivery, Agencies are forced to find out ways to do more with less. This means that Government
entities must implement leading practices for planning and investment management. The ability to
discover available resources (people, processes, technology), and determine where these resources are
being used and the funds being expended on them is critical to VA's ability to optimize its resources.

Activities* Value Added Outputs

e Integrate use of the OneVA EA into the VA’s Strategic | ® Ability to visualize VA IT from a
Capital Investment Planning (SCIP) process. portfolio perspective.

e Integrate use of the OneVA EA into the portfolio e Ability jco visualize.VA processes from a
management process. portfolio perspective.

e Ability to “mash-up” budget data with

e Integrate use of the OneVA EA into the VA’s Project )
the process and IT portfolio data.

Management Accountability System (PMAS)
processes. e Ability to discern redundancies from an

initiative perspective. In other words,
an ability to see all current and future
initiatives and where there is overlap.

e Define and document the different “buckets of
information” that will constitute the VA portfolios.

e Identify and document the different owners of the VA | o  Ability to discern redundancies from
portfolios. process, data and system functionality

e Acquire and integrate requisite technological perspectives.

capabilities to enable the OneVA EA to capture,
manage and visually represent the aforementioned
information.

* Note: Activities that support Goals 1 and 2 also contribute to the accomplishment of this Goal.

Goal 4. Serve as Authoritative Reference

The value of information made available to the VA’s decision-makers is directly proportional to the
quality of that information and the degree of trust the decision-makers have in the information. In order
for the OneVA EA to achieve its vision it must be viewed as an authoritative reference for the
information it makes available to its end-users. The OneVA EA’s integrated views of strategic goals,
mission & support services, and data and information technology must provide the requisite information




to enable it to serve as the authoritative reference for issues of ownership, management, resourcing,
performance goals and even design and documentation of systems and services. This means that, in
addition to the typical strategic, business and technical information, it must also contain and enable
discovery of information assurance requirements and security controls mandated by appropriate

Federal guidance’.

Activities*

Value Added Outputs

o Identify and define IA attributes for the different
pieces of information made available via the OveVA
EA.

e Define and implement a Configuration Management
plan for the OneVA EA such that data quality and
information security are not compromised.

The extent to which the OneVA EA
contributes to the VA’s Customer Data
Initiative (CDI).

Ability to identify authoritative data
sources and where they are used in VA
processes.

Ability to identify authoritative data
sources and the specific data for which
they are authoritative.

Ability to identify, document and make
available standard interfaces to target
VA enterprise systems.

Ability of system and solution
developers to extract information
assurance and other security
requirements from the OneVA EA.

> Examples of this guidance are National Institute of Science and Technology (NIST) Special Publications 800-37, 39, 47, 53, and
144; Federal Information Processing Standards 199 and 200; the FEA Security Reference Model

10




3 EVOLVING THE ONEVA EA

In order for the OneVA EA to achieve its vision and mission it must mature in several areas while
improving its value to the Administrations and Staff Office users of its information. Per the Common
Approach to Federal EA, there are eight basic elements of an EA program. They are depicted in Figure 4,
Eight Elements of the OneVA EA Program. The following sections provide descriptions of what the VA is
doing to evolve the OneVA program in each element.

Figure 4, Eight Elements of the OneVA EA Program
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3.1 Governance

Governance comprises the planning, decision-making, and oversight processes and groups that will
determine how the One VA EA is developed, verified, versioned, used, and sustained. The VA has
identified several groups that must interact to enable the OneVA to achieve its mission in support of VA
transformation. The groups and their relationships are depicted in Figure 5, Governance Structure for
OneVA EA.
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Figure 5, Governance Structure for OneVA EA
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As mentioned earlier in this document, part of the strategy for the OneVA EA is to integrate it into the
strategic planning, portfolio management and PMAS processes. In order for this to take place, multiple
executive level offices and boards® must be aware of and provide strategic guidance to the offices and
boards responsible for and participating in the development of the OneVA EA’. Roles and responsibilities
of the different boards that impact the EA are described in Table 1, Responsibilities of OneVA EA
Governance Groups.

Table 1, Responsibilities of OneVA EA Governance Groups

Governance Board or Council Description

IT Leadership Board Sets Department-wide information, security and technology direction
based on business and technical requirements.

® Executive level offices and boards are the Office of Policy and Planning (OPP), Strategic Management Council
(SMC), Veteran'’s Affairs Executive Board (VAEB), Senior Review Group (SRG), Planning, Programming,
Budgeting and Execution Board (PPBEB), Information Technology Leadership Board (ITLB)

" Offices and boards responsible for building the OneVA EA are the (i.e., Office of the Enterprise Architect (OEA),
Enterprise Architecture Council (EAC), Architecture and Engineering Review Board (AERB))

12




Governance Board or Council

Description

Planning, Programming,
Budgeting and Execution Board
(PPBE)

Confirms business needs and requirements, oversees risk, reviews
funding costs and investments, and enables the business lines to
achieve the Department’s overall goals. It performs these functions
through the process of preparing and recommending the Multi-Year
Program (MYP), and in the near-term, through budget formulation
and monitoring budget execution. The PPBEB serves as the primary
governing body making recommendations to the Information
Technology Leadership Board (ITLB).

Integrated Steering Committee
(1SC)

Supports the integration of multiple opportunities across the major
initiatives within VA, with participation from the three
Administrations.

Data Governance Council (DGC)

Guides the enforcement of VA data standards and data governance
policy for every information technology project and business process
initiative.

Enterprise Architecture Council
(EAC)

Serves as principal oversight body for VA's enterprise architecture, its
implementation and governance. The EAC decides what should be
developed and managed as part of the “enterprise” architecture;
what can be developed and managed at the “segment” level;
additions, deletions, or changes to VA segments; and priorities for the
development of architectural content. The EAC also ensures that the
build structure is adhered to by reviewing and validating the planned,
recurring releases of the EA. Its membership includes senior level
participants from across the VA’s Administrations and staff offices as
well as each functional area within the Office of the VA CIO.

Architecture and Engineering
Review Board (AERB)

Evaluates new investments for compliance against established
“architecture compliance” standards. The board is also responsible
for granting and tracking waivers to projects and programs and
tracking the time period of usage of technologies not contained in, or
approved by, the Technical Reference Model (TRM). The AERB
recommends and offers the EAC assessments of compliance and risk
in moving new efforts through the development cycle into
production.

Enterprise Architecture
Working Group (EAWG)

Led by the Director, Enterprise Architecture, the EAWG is comprises
functional architects and process managers from across VA. It directly
supports the VA Chief Architect and the EAC activity in proposing and
evaluating EA methods, standards, rules and policies. It also serves as
a forum to raise and discuss implementation issues related to OneVA
EA development and maintenance.

Office of the Enterprise

The OEA facilitates the governance process used to guide and build

13




Governance Board or Council Description

Architect the OneVA EA. In this role it chairs the EAC and EAWG to support
OneVA EA evolution to enable continuous improvement in its support
of the VA’s mission.

Going forward, the VA will employ an integrated Governance model that emphasizes a multi-level
planning process that recognizes the strategic and tactical levels of governance required to successfully
develop, deliver, and use a value-added OneVA EA.

The VA will leverage the priorities as identified by the Administrations and the ITLB to document the
target business and IT environments of the VA. This represents the strategic level of the planning
process. These priorities have to be broken down into smaller-scoped priorities that can be defined and
scheduled for incorporation into the OneVA EA. Different releases of the OneVA EA will be managed
according to these smaller-scoped priorities. This represents the tactical level of the planning process.
The EAC and EAWG are directly involved in both levels of the planning process® .

3.2 Principles

Principles represent the criteria against which potential investment and architectural decisions’ are
weighed. The OneVA EA Program is guided by the six global principles as outlined in Section 1.3, Guiding
Principles. These principles support VA’s drive to adopt enterprise approaches in developing and
delivering services and capabilities to Veterans. The VA will adhere to these principles when using the
OneVA EA to support capital planning, portfolio management and PMAS processes.

3.3 Method

The VA will develop and manage the OneVA EA using a federated method'® as shown below in Figure 3-
3, Conceptual Federated OneVA EA Environment. This method includes a governance component
necessary to ensure that the OneVA EA is consistently developed to support the evolving business and IT
needs of the VA. Due to this governance component, it is important to clearly describe the roles and
responsibilities of the Office of Enterprise Architecture (OEA) and its Chief Architect in shepherding the
federated process/method. This section begins with a description of the relationship between the OEA
and other architects, functional business process owners and other EA stakeholders across the
Department. It follows this description with a description of the more tactical method used to develop
each iteration of the OneVA EA.

> Please refer to the OneVA EA Governance document for more detailed descriptions of the Governance process and its
supporting Offices and Boards.

® These same principles are used to determine the current and future technologies that are part of the OneVA EA tool suite.

10 OI&T/ASD will be publishing a Federation Strategy that will provide more detail on how the VA will use the federated model
to create and maintain the OneVA EA.
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Figure 6, Conceptual Federated OneVA EA Environment
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Organized into two directorates, 1) Enterprise Architecture and 2) Strategy, Planning and Accountability,
the OEA has broad responsibility for: enterprise strategy and transformation leadership, developing the
EA to meet stakeholder needs and ensuring appropriate use of the EA across the Department. The VA
Chief Architect owns the overall framework for the OneVA EA, including standards, policies, and rules
for the EA development methodology, tools, and repository. This enables the VA Chief Architect to
ensure:

e the integrity of architectural development processes

e content of EA products provides the best possible information and guidance to IT projects and
stakeholders, and

e system development efforts are properly aligned with program/business unit requirements.™

The OEA is responsible for working with Administrations and staff offices to ensure necessary EA
content is developed and populated by the various EA stakeholders as well as identifying
inconsistencies, gaps, overlaps and redundancies in content and working with EA stakeholders to resolve
them.

The VA’s Administrations and staff offices own and are responsible for all EA content, including all
business rules and other criteria by which programs and investments are evaluated and held
accountable. As the integrated VA EA tool environment is rolled out, the Administrations will be able to
directly maintain and add content to their respective architectures using VA standards and tools that
automatically feed and update the overall OneVA EA.

n Department of Veterans Affairs, VA Directive 6051, “Enterprise Architecture”, July 21, 2002
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Different releases of the OneVA EA will be incrementally built using the build cycle defined in Figure 7,